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In this speech, the author explores some of the
1mpllcatlons of ‘decreasing ‘school’ enrollment, while emphasizing the
need for study and planning, suggestlng some - strategies and courses
of action, and indicating.somne concerns. Topics'considered_include o
reducing the number of sichool personnel educational. finance, and ‘the C
gquality.of educational programs; The author- analyzes, in some detail, e

the process of closing a school: should a decllne in enrollment
warrant such a closure.v(Author/DN) K
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‘The explosively rapid growth of Californiats school enrollment during the 50's and 60's

‘condi tioned school administrators to the burgeoning population syndrome, The romarkably -
-excellent uccommadation to that g*owth svrdromn will long stnnd as a tribute to the 1nﬂenuity
of Calif'ornid!s scuool administratorss

Now acxanlstrators face the chdllnn”e of a new and cnigmdtic phencnenon, the "shrlnkﬁng'f

. school district,” Total public school enrollment decreased in California during the
1971-72 school year for the first time in' recent California educeticnal history. In-a _
Sacramento press conference on September 12, 1972, State Superintendent of Public lugtru tion .

Wilson Riles reported that Californiats Y-12 school population this year would be 38, OOO
pupils less than it was in the 1971-~72 school year; and timt the decline could be expe0ucd
to continue until 1973, when 1t would level off and begin a gradual increase. State‘Dopart--
ment of Education renorts indicazte that 35 'school districts -had an enrollmeant decrease of
over 500 pupils betueen 1969-70 and 1971-72; durlnv that same- period of time 107 dlstrlctp
~had dccreava- rangln from 50 to. )00 puplls. \Jy .

. There are multiple causes of the> enrollment’ decline, The prime cause would appear to be the
Adecreasing birth rute; tiwe United States Public Mealth Service reports that the birth rate
" has been decreasing "t adily since 1958, and is now at the lowsst rate singe records
- started being kept. -Other gensral factors affecting &School enrollments includd the-
decelerating 1mmlgrdt¢ou into California, the maturing population, cost and hortape of
housing, nopulation shifts (e.g., .the flight to the subuxbo), 1ndugtr1al develooront or,
declinc, fveeway construction and rapid Lran51t szstenu. :

,'The trend to lowver school enrollmﬂntu is clear and’ thc ramlf;catnons of \hLS phenomﬂnon
* pare being exper rienced by an incr easing number of school. districts across the state, -The
purpose cf this Ma anagement Action Paper is to explore some of the implications of
‘decreasing school enrollment,emphasize the need for study dnd planning, suzfiast some, -
‘strategiés and courses of action, and indicate some cautions, Particular embhzsis will be
given to exumining i1 some dets 11 tne procc s of closing a school suould that become
‘necessary. . - S oo : ’

-'It'%.HQQpﬁnjnﬁ in Ha?ﬁard

Thse Haywqrd area gch rapidly in the two dﬂcades from the mld-fortleo, with a' corregvondlngiyj;
"Qranil growth in the school population, Then, .in 1967 the enrollment began to decline at an
ccelc;atlnf rate; in the last iive years the school enrolluent in the Hayward Unified Schooll
aoDiatrle baS\dQClPdﬂﬁl by 5,0C0 pu)lls. This circums tance has brought with it a multi- '
Ujpllclty of problems in the arcas of s 1ff10~, f4n¢n01ng, educational programs, utlllzatlon
~gaof school f&01llt18%, and vommnnlcatwons.
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Reduciny the Pefsonnel Cémplement'

1mp11cat10n h ThW ‘'hns beéen the case in Hayward. With the loss of students, it become
necessary to reduce the number of classified and certificated p031tlohf.' Reduction of the
‘classified staff requires advance planning; howsver, excent in extreme cases it can be
accomnplished through normal attrltlon and the use of substitutes, Dpc~ea91ng the
administrative staff. can be handled in rost caszs through attrition and reassignments.
'“nic too, calls for cureful and extensive advance planning. Reduction of the teachiny
. ff is an incredibly intricate vrocess.: The administrator in charge of certificated
-pcrsonnel must be tbo oughly knowled:seable of the Education Code sections pertalnlnﬁ
to the reduction of probationary. and .permanent cordlflcutra employees caused by a decline
1n§avera~c Gaily attendance (note particularly e S=c. 13252,, 13263, 13443 and 13 T .
The process should naver be undertuiken, withoul comprehensive consultation vith the County
Counsel. It is worth noting that the determination of the order of employment, an essential:
procadure in staff rtductlon, can apparently be accomnlished with the least trauma by
heving an. indenendent avditing firm randomly assign numbora to en,lo ges that determlne
thair order of emplo;ment (EC Scc. 13263)

AvFeuer students usually mandates féwer staff members, prlerilv because of the financial ce

Finsncial ang Budne ry Concerns

‘Decreasing numbers of students invariebly brings with it perplexing firencial problems,
particularly in medium and low-ue'1t1 schiool districlse.  Fewer students means less stcte

i

income. 1“o<v dis tr;cis that roceive cqualization aid .and supplewental«,uﬁpo t suffer a’
doudble loss if their fbrmuls chan e because of the incresced assessed valuation per ADA.
: £

An adeguate stete-guarantesd base of su~uort for each pupil appe:rs to be. thé lopical ans swer .
i o)

to this dilemwz; Lhe bc.Jano~0r10 't case ”bOUJu be o munddte to the 1oglsluturl xOT such a
aclution, ' S »' ‘ :

ver cowmplay, - oudnetln" Lizcomes even more intricate din a "ehrinking uuuol ll trieth, Because
jnancing tha dictriect is-so dependent on the number of munidls, accurate vrojecticns are
mrerstive. Fowvare of over-projectiing; there are dire conseguences, mosth importubt of

t :
v are over-cteffirg and 1oes of dﬂtitl ;ated and- budgeted state income. -Reserves may no+'
_ te to compensatslor OVCr“DJO‘@CFlOD errors. There are many projecticn techniques

in vse, It will be easential for steffs of Mghrinldng school dluLTlCt"" to analyze them

and ‘utilize: the pwoceuure that best fits their dl”tllCLuo - :
) 1

Educational Provram

SN . : |

v What happens cnd what conld hippnn 10 the educxtloﬂal ‘progrom and to cducational services
in districth with charply deelining enrollmente deserves cxtensive and special atlention,
much more than can be given in this Paper, Districts that have.coped uwith the envollmert
ccline and the attendant financial problens have become zll too fumiliar with the pord
eyptailment,’ It has. become neccssary to elimindte educational prourems and scrvices in
order to cxist., Humbers of classes offered to high school ntudcnta, nhmbur of ¢luss

. offorln 15, counseling, conbultqnt psycholopical and npursing serviees and muslc p: oglump
‘are arnony ULL:mAnJ reJucticng thqt 1ave been made 1n “shrlnhlng Ql&tllct .'"X

The 1Fh0”t .t me ,Oﬂe in the crucial urca of ed1outlou(1 provram is to stu&v Lho“ough13 and
plan caveluliy for the implementation of curtailments, if und vhen they have, to \be ntd Ce .
A1l the optiong . and alteimatives should be knowvn® and considerci. BExtonsive staff and
cormunity . lnvolvencpt is important. utrategxes for detérmgning priorities arc-ayazilable

" and successfully in use; they should be discovered and utilizeds :

e . .. nore
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Thn Process of Closing a School
L

'

Opening a nav school is A Jjoyful event, Students, parcntu and staff menberg are dellghtcd

- to the their owm new school. Most of you have experienced this happy circumstance

direc Ll% oI vicarious i1y, Parents, and staff too, develop a very r‘g} proprietzry and prov1nc

isl interést in their school. Imsgine then, if you haven't. expericnced-it, the sens e of .

loss end the streagth of tlie ragutive feelinus when the mrontu and scheol purconnel are
iniormed‘t)at_theiv uChOOl may be closed and that their ch:;dren will have to atiend
another school, 7Tt's a situation potentially freuzht with tension end trauma. lMishandled,

“the DrO]QCt nay fa 11 or lcuve scurs of blttcrne:a that are slow in d1°ap9nar1nb.

«

It has been neccs: Ary to cloue four elenbntar' gchool in the Haywerd Un;f' ed School Dlstrlot

in the last two years. Twe elementary schuols were closed tve years ago, and two more have
baen c]o.cuwlﬂ“,*nc CU‘rcnt school resr. Although the schools have becrn discontinued as
clemeni~“; schools, they have not teen elosed, but hive been put to otner uses. 7Two of
them are being used as COuulﬂuqbloﬁ high ocnool y one is a day adult sclicol, and the fourth
will be =2 cpj]*zvl'" center. - : -

lany 1vuso“; vere-learned from the puinful exporience of clos sing Lhe first wo school

Altl:oush the necesusile for.closing scme: schecls had teen dicevssed for more then a vear, the:
Board of Ed;pétlon did not talie the final sciticn to cloze the first tuwe uchoolu witil the
sprins of 19V Then the clesing was not fully resolved until the cng of the -school: year

-1

because ; 1 cicien was takon to court by a group of purents The judge roled . in

") e

-f-\

O

cfaver of the Digtriet and the two schools were cloucv-aﬂ—cl,m,ubary nnhoolu for the 1970«

The docf

a

71 school yonr,

on proved to e a wise one and’ the pdrints have becn verv well satis sfied with

€l
the new schiowl zrrangesents for. their children, Rather thon rccount all of the errors and
pltfai c'in thé first erisode, let us move to consider the proccdures that werc followed with

good sucecss the sccond time arO\ru.

It was appsrent, after c1oqinﬁ the fﬂrct Luo schools , thiat the school énrof%Tenu would

o
J.

continue to decrease and that it would te necessars to close additional achbols. Cons Cauehtly;

“this inforrabion wes irmediately commmicsted to the entire communivy througn pwrcﬂt news-

SCa
- plans’ to clese at least two more schiools for the 197273 school yearo

letters end bthe nprasea, It was decided  at thint time timt no'aadi itioni 1 schicols wo:lc be eloaed
during the next school year, and that a comprchensive stuody would Le Mrde, with -tentative

Farly in the 1970-71 school year, a comd.tlec wfﬁ\gppo:ntcd to make a study of clehchtary
schools and projected school enrollmonls, to determine viiich schools .ghould bs connidered
for-closing. :Six elesantary princinals and scveral Dl°t“30u staff members conducted the

ﬂtudym The CO'rlttOD us ed‘a sUrvey quegtlonAdJre to gather the necessary research data,:

Tha ros 11t0 f “the survev were amly“~ and-utilized to formulate the recommendations,

and Tationule for_the closing of zddifional eleméntary schoolsi -4 complete repert was made
to the Bourd of Education in the fall of 1971, Three schools were to be consicered for
closilipy and the procedures for further cons ;Qgrat*on More snnounca do upr"rutc meetings, wvould

be hold with the steffs and parents of each school being considered before the Board of -

4Education.took'act¢on to close any,of.t e sc“co]o. R v A\
Tha stafl and p”r&ﬂt meetings vere arranged and: sévera l Dlutllct vtuff meribers attended

exch meeting; the Surerintendent cerved oz chairman of tha pareni mectings, Vrittlen
3hV£idL1t]ﬁ ’ctlngs Hora »rnL to each purent by the school principal and the

rectings wvore hclu.uf \Lh\,'wwoc»lr mnder Ponﬂmdbr-t*on. Needless to say, tha mnofinﬂs were'

wvell attended. Follewing an initial 1niorﬂntnonal prosgntaunon the ka 14n(c thc meetln;s
: ._\\ < . '
‘o o ”\ = | pove . o
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Vas ng(tud -to question and answer and discussion period. Lveryone who wished, to Sp ke

Cwes given the 0nwnrbun1ty. The meetivgs lasted about two hours and, uliuou[h uumerou
nepitive reactions were expressed, there wes Lcne"ql unqor and1np of ‘tic problems -

faced by the Districel end an acee mtqncc of tho facl that some- schools would have to he .
closed The anncuncement wasg macde at cach m«etJnv th“ parants and staff mermbers would . -

be LHIO“HOd of fin~l recommendations, and that thP" would be given the OWVCItUMltW to be-
“heéurd by the Poard of Education tef or, the Board made its do<1unon.'

“In Pebruary o 1“”2 the Bo;rd of bjUCuUJOH met Ior {inal consideration of the mattor. It
was rocomnended that-two elementar: sclicols be ClOmQu_IOR the 1972-73 school year. No one
canic forvard bo speall against the recammondaticen and the Board took the necessary actiond
St 7 nambers then pPOCLC“cQ with the OPLOHLGtJOn of students and parents, and* the imnlement-
aetion and ClOalL, * the iuo schools, A \c11 pl mned and 01dorl“Lrana1tlon was mude.

- It shonld be nobed that narents in r”ccnilv unificd school dLStTlCt° cun block the celion

"ol the nﬂnrq.of wiueation by h""lnv-ono~tn1rd oI the narents in the atlendsance ares of -the
setocl to te clouscd sipn o notthon requesting continuance of the school (EC.Sac. 3106),

CBCforts bave boon made to chznge this Code gectﬁov; but they have veen uncuccesaful, It
gshould be changsd Lscause it wzs not meant to apply in the p“oncnu ‘context of a anc11n1nu
“sciwol enrollnents - ) . S o ‘

'
N a
)

CThe clesing of o school will seldom, if ever, be ‘an easy process. It can be facilitated,
hovaver, with & well-defined plan of action, nannui¢y, thie plan should include the

B R B e L]
YOLOuLnr shanes

le . . . - : . . \

1. Adegunte initial communication T e
.* 2, An azdzouvate period of time {or cofprerensive r'tudv ahd planning

Je+ Publis anncunceicnt of. tentative recommenda tions o

e Publi YG&-LnSS';u the school cites.

5o A nu.J ¢ hearing befors the Bourd of Bddestion

Ge UWell=Ciitned orieptation and transitional plans

7. A humaqe and. lDlOPuEJKOJﬂ” dpnronCu io the process -

.‘)
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